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Support from executive management 
is critical to the success of your policy. 
In order to garner that support, a 
professional and comprehensive 
presentation should be made defining 
the issues involved and the decisions 
for which management is responsible. 
A. PRESENTATION TO EXECUTIVE MANAGEMENT TEAM 
1. Analysis of relevant issues 
MANAGEMENT REVIEW 
Your presentation should reflect an intensive review of current research on 
each of the relevant issues. The result should be a comprehensive understanding 
of the issues from all sides. You will be surprised to discover how seemingly well 
documented misinformation can be. It is important to know and understand all 
approaches to the question and to be able to respond to challenge with 
confidence. 
a. Health, safety and air quality 
The health and safety of employees is a primary reason for implementing a 
policy. Be familiar with this subject. 
Following are some basic facts about health, safety and ventilation. In your 
research, you may have discovered others of particular relevance to your work 
environment. Add them to the information provided below. 
Health 
• A heavy smoker's life expectancy is seven to ten years less than a 
non-smoker's. But the life-expectancy statistic of smoking actually hides 
its seriousness. Instead of most smokers dying seven to ten years 
prematurely, the actual consequence is that one in three smokers dies 21 
to 30 years prematurely. "Life expectancy" is just an average across all 
smokers. 
• Between 300,000 to 500,000 people die prematurely in the U.S. every year 
because they smoke. 
• The World Health Organization, the National Institute on Drug Abuse 
and the American Psychological Association have called nicotine 
addiction the world's number-one drug problem. 
• Allowing smoking in an indoor work area exposes employees to air 
contamination that routinely exceeds limits set by the U.S. 
Environmental Protection Agency (EPA) for outdoor air quality. 
• Sidestream smoke is a complex mixture of gases and particulate matter 
containing many known carcinogens, some of which are present in 
higher concentrations than in mainstream smoke. The three most , 
dangerous are carbon monoxide, tar, and nicotine. Other components in 
tobacco -smoke include: hydrogen cyanide, naphthalene, pyrene, 
benzopyrene, methane, ammonia, acetylene and volatile nitrosamines. 
• The acute problems caused by sidestream smoke include eye irritation, 
headaches, sore throats, coughing, and nasal irritation. Tobacco-sensitive 
persons can be completely disabled for short periods of time. 
• Chronic exposure (i.e., daily workplace exposure) can cause a significant 
reduction in the function of small airways. 






• Research is beginning to document that lung cancer in nonsmokers is 
probably caused by secondhand smoke exposure and, in fact, an EPA 
study estimates that one third of all lung cancer in nonsmokers is 
probably caused by cigarette smoke. 
• People who already suffer from allergies or cardiovascular or pulmonary 
disease are at significantly higher risk of disability and illness. 
• Tobacco smoke also acts synergistically with other pollutants, such as 
asbestos, nickel, silica dust,, and radium, thereby multiplying the effects 
of already dangerous pollutants in the workplace. 
Safety 
• Studies show that smokers have twice the accident rate of nonsmokers. 
Ventilation 
• Although ventilation is a necessary component for maintaining healthy 
air within a building and can reduce pollutant concentrations, it is more 
effective to control the source. 
• A separate and well-defined smoking room would need independent 
ventilation to provide a smoke-free environment for the rest of the 
building. 
• Other costs to consider in the establishment of smoking rooms would be 
the cost of the space, construction costs,and long-term energy costs. 
• Desktop fan/filter units are not effective in controlling tobacco-smoke 
pollution. 
What additional health, safety, and air quality issues have an impact on your 
organization? 
c::;) __________________________ _ 
c::;) __________________________ _ 
c::;) __________________________ _ 
c::;) __________________________ _ 
c::;) __________________________ _ 
c::;) __________________________ _ 
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b. Legal Issues 
A recent survey by the Bureau of National Affairs indicates that state or 
local legislation requiring smoking policies was the most common reason given 
for adopting smoking control policies. Public and private workplace 
dean-indoor-air acts are changing the face of smoking in the workplace. 
Although litigation has been initiated on both sides of the issue, the majority of 
suits have been brought by nonsmokers. There have been important seminal 
decisions with which you must be familiar in order to discuss workplace 
policies. This is true in labor arbitration decisions as well. 
Litigation 
• No smoker has won an absolute or secured right to smoke in the 
workplace. Although it is not necessarily illegal to smoke at the 
workplace, in strict legal terms smoking is only a privilege. 
• There is also a rapidly developing body of law resulting in the award of 
disability benefits, unemployment compensation benefits, injunctive 
relief, and other judicial remedies. 
• It is perfectly legal to make a workplace smoke-free and to discriminate 
in hiring on the basis of acquired characteristics such as smoking. 
• It appears that the legal risk facing American businesses from the 
smoking issues stems from failure to take effective measures to protect 
employees from exposure to ambient smoke-not from taking those steps. 
Legislation 
• Since 1972, both court rulings and state, county, and city statutes and 
regulations have provided various protections or rewards to the 
involuntary smoker. 
• Many states and municipalities are going even further to legislate 
smoking restrictions in certain workplaces. 
Labor 
• The smoking policy of the company is a mandatory subject of bargaining 
and the employers could potentially commit an unfair labor practice if it 
were to implement a smoking policy without first negotiating the subject 
with the union. 
• Either management or labor is free to insist upon adoption of its 
proposal on the subject to the point of impasse; and, after a bona fide 
impasse, the employer is free to establish the policy unilaterally so long 
as it is consistent with the pre-impasse proposals. 













c. Financial Issues 
Each company will have its own price tag for permitting smoking in the 
workplace. It is clear, however, from studies done coast to coast that it costs you 
to allow uncontrolled smoking in your workplace. 
• Estimates range from $1,000 to $4,500 average cost per smoker per year 
for an employer. These figures are based on such variables as estimated 
insurance costs (health, life, workers' compensation, disability); 
absenteeism; reduced productivity; impact on nonsmokers; morbidity 
and early mortality; damage and depreciation of equipment and 
facilities; and maintenance costs. Ventilation costs can also be factored in. 
• A corporation can aggressively seek out savings, once it has gone 
smoke-free, in routine cleaning costs; nonroutine cleaning and 
maintenance; air exchange, heating and cooling cost; actual depreciation 
schedules; and in long-term and short-term insurance benefits for fire, 
health, life, and disability. 
• The National Health Interview Survey has reported rates of absenteeism 
to be about 50 percent greater for smoking employees than for 
nonsmoking employees. Even greater differences have been found in 
studies done within organizations. 
• Companies that eliminate smoking appear to enjoy lower rates of 
absenteeism among their nonsmoking employees. For example, both the 
Austad Company in Sioux Falls and Boyd Coffee in Portland report very 
low overall rates of absenteeism-approximately 1.5. days per year per 
employee. The average absenteeism rates report by the National Health 
Interview Survey for smoking employees is about 8.5 days per year. 
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• Some examples of direct savings include the experience of Unigard Page 5 
Insurance, which received an unsolicited reduction in its cleaning service 
by $500 per month, attributed solely to Unigard' s new nonsmoking policy. 
A study by Weyerhauser estimated the cost of smoking at its corporate 
headquarters to be over $4. 9 million per year. An Air Force hazard report 
estimated that smoking was costing the Department of Defense around 
$4.3 billion per year. And a study by Goodyear showed that its Akron 
headquarters could save $2 million per year with a smoking control policy. 
• Whatever the cost, however, the company will spend on implementation 
only a fraction of what it wastes each month by allowing smoking by 
employees. The costs of implementing a policy will depend on the 
company, its physical plant, number of employees, type of policy, etc. 
What additional economic impacts does smoking have on your organization, and what 






d. Managerial issues 
Corporate restrictions on employee smoking are fast becoming the rule rather 
than the exception. The smoking control policies at large organizations like Pacific 
Northwest Bell (over 15,000 employees, medium-sized organizations like Blue 
Cross and Blue Shield of Florida (over 5,000 employees), and even small 
companies like Vanguard Electronic Tool Company (10 employees) show that any 
organization can eliminate the problems created by smoking in the workplace. 
• Organizations keeping systematic records of employee complaints 
consistently report that smoking is one of the top employee complaints. 
• Employees are tired of fighting with each other over the issue of smoking 
in the workplace. In a survey, the employees of the City of Seattle were 
asked if employees should be left to work out smoking-related problems 
among themselves. Sixty-eight percent of the employees disagreed and 
felt that it was the responsibility of the company to develop a 
comprehensive policy on smoking. Only 26 percent of the employees 
agreed. 
• Professional service organizations are increasingly implementing smoking 
control policies based on the impact on corporate image. 




• Case studies have shown that smoking restrictions, when properly 
implemented, actually improve employee morale. 
• A growing number of major organizations are successfully banning 
smoking from facilities or restricting smoking to enclosed, designated 
smoking areas. 
• Valuable time is wasted attempting to resolve the conflicts between 
smokers and nonsmokers. 
What additional management issues exist that may have an impact on the 
organization? .. ---------------------------.. .. .. .. 
Now, based on the preceding review, including any issues you may have added, 
prioritize the top ten issues in terms of your company. You should then proceed to learn 
all you can about them so that you can support each point in your presentation to 
executive management. 
1 _________________________ _ 
2 _________________________ _ 
3 _________________________ _ 
4 _____________________ _ 
5 _____________________ _ 
6 _________________________ _ 
7 _________________________ _ 
8 _________________________ _ 
9 _________________________ _ 
10 --------------------------
MODULE ONE • GUIDE TO A SMOKE-FREE WORKPLACE 
MANAGEMENT REVIEW 
2. Organizational Absolutes 
It is now important to look at your organization. What are the 
organizational absolutes, or corporate givens, that should be considered in an 
examination of the smoking issue by your organization? Some examples have 
been listed below: 
• The organization has a documented track record on employee health and 
safety. 
• The organization seeks to create a safe and productive working 
environment for employees. 
• The organization seeks to minimize behavior by employees during work 
time which does not relate to the work process. 
• The organization seeks to have employees participate in the 
development of policies. 
• The organization seeks to maintain a leadership position both in the 
industry and in the community. 
• The organization will have to develop a policy eventually based on the 
increasing trend of clean-indoor-air legislation across the country. 













B. DECISIONS BY EXECUTIVE MANAGEMENT 
Your company's executive management team has five vital responsibilities 
in the policy process. These are: 
1. Establishing goals of the nonsmoking policy and program 
2. Selecting a program coordinator 
3. Selecting a policy development team 
4. Charging the policy development team 
5. Setting the course of action 
Many organizations make the mistake of having management make a policy 
decision before all of the homework is done and policy options are reviewed. 
Management cooperation and a general sense of direction are all that can be 
expected at this initial stage of the policy development process. 
Task #1: Establishing goals of the nonsmoking policy and program 
The goals should give the policy development team a sense of the executive 
management staff's opinions on the smoking issue and interest in policy 
development. We have listed a variety of possible goals for the smoking policy 
and program below. 
Examples of Goal Statements 
• To enhance the health, safety, and well-being of the organization's 
employees, the development of a comprehensive smoking control policy will be 
reviewed. 
• To comply with clean-indoor-air-act requirements, the organization will 
review its smoking policy options. 
• To create a posture consistent with the overall goals of the organization, a 
smoking policy will be studied. (This would be particularly applicable to health 
care and insurance organizations.) 
• Based on employee complaints, the development of a smoking control 
policy will be reviewed by a joint employee/management committee. 
• In order to help employees adjust to possible new restrictions on 
smoking, cessation programs will be offered to all employees. 





Task #2: Selecting a program coordinator 
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For a change to occur, most organizations require that there be a specific 
person who has responsibility for the project. Some considerations to use in the 
selection of the program coordinator are listed below: 
• The coordinator's position within the company. The job title should be 
consistent· with the task (e.g., director of human resources, medical director, 
personnel manager). 
• That employee's ability to arbitrate, organize and lead. The sensitivity of 
the issue requires equally sensitive leadership (as perceived by both smokers and 
nonsmokers). 
• That employee's availability over a possibly long stretch of time. 
What position do you feel offers itself to this task? 
c) 
c) __________________________ _ 
Who within your organization seems best suited to the job, has the available time, 
and expresses an interest in the goals stated? 
c) ---------------------------
c) ________________________ _ 
Program coordinator: 
c) ---------------------------
Task #3: Selecting a policy development team 
The composition of your policy development team is an important and 
strategic decision. Organizations make this decision based on such 
considerations as the source of the policy impetus ( employee grievance, medical 
director's office, board of directors, etc.), the presence or absence of unions, the 
object of the policy, and so forth. 






There are two basic options: an employee/management committee or a 
management staff team. For example, Pacific Northwest Bell (PNB) and the City 
of Seattle used a committee approach. CIGNA's policy was strictly by 
management directive. City of Seattle requested, by memo to all City department 
heads and union representatives, the names of employees interested in serving 
on a development committee. In both PNB's and the City of Seattle's cases, the 
committees were made up of smokers, nonsmokers and ex-smokers in equal 
numbers. The ex-smokers frequently can play a pivotal role as buffer between 
the smoker and nonsmoker camps, so it's important to include them in your 
committee. Moreover, it will be to your benefit to involve your employees in 
policy development and implementation from the start. This is especially true 
where unions are involved. 
Does your organization have any precedent for developing a policy with a joint 
employee/management committee? 
Q ________________________ _ 
Q --------------------------
If not, could the smoking policy be a pilot program for a new problem-solving 
approach? 
Q __________________________ _ 
Q ---------------------------
What will be the approach of the policy development team? 
Q ------------------------
Q ------------------------
MODULE ONE • GUIDE TO A SMOKE-FREE WORKPLACE 
MANAGEMENT REVIEW @ 
List the members of the policy development team. Committees of two, three or five Page 11 
each (smokers, nonsmokers, and ex-smokers) are recommended. 
Name Smoker Ex-Smoker Nonsmoker 
0 0 0 
0 0 0 
0 0 0 
0 0 □ 
□ □ □ 
□ 0 □ 
□ □ □ 
□ □ □ 
□ □ □ 
0 □ □ 
O ' □ 0 
□ □ □ 
□ □ □ 
□ □ □ 
□ 0 □ 
Task #4: Charging the policy development team 
Executive management must communicate its commitment to the goals of 
the policy and program and define the extent and limits of the committee's 
work. 
It might be the committee's task to: 
• Gather information. Although no small task, this would be the beginning 
step for any of the four possible charges and is essential to each. It can 
also be the sole task of the committee. 
• Make a policy recommendation. This approach leaves acceptance, 
implementation, etc., in management hands. 
• Make a policy decision (i.e., have the charge to determine a policy then 
oversee policy implementation.) 
• Enact policy implementation. The committee develops an 
implementation plan for a policy developed by management. 
Whatever the charge, it should be specific, concise, and unambiguous. 




What factors affect the scope of your committee's responsibilities? 
¢ --------------------------
¢ --------------------------
To what extent should this committee exercise power over the behavior of an entire 
staff? 
¢ --------------------------
¢ ________________________ _ 
How great is your trust in the development team and its ability to reach an effective 
and equitable position? Executive support is essential and should not be extended beyond 
its limits. 
¢ --------------------------
¢ ________________________ _ 
What is the charge of the development team? 
¢ --------------------------
¢ --------------------------
Task #5: Setting the course of action 
The executive management group needs to set guidelines for the committee, 
providing an outline of steps it may follow. This might include: stating a goal; 
doing research; taking surveys; educating employees; hiring a consultant; 
investigating cessation program costs or ventilation bids; etc. Management 
might also want to establish time limits for various steps as well, or it may leave 
this up to the policy development team. 
Committee Responsibility lime Frame 
What are some additional guideline considerations for your company? 
¢ 
¢ 
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Executive management also will want to establish a process for ongoing 
management review. The committee will certainly be answerable to management 
and a communication/responsibility grid should be created. 
Your company has now completed its initial steps towards a smoke-free 
workplace. It should have a firm grasp on the issues and a positive sense of what 
it wants to accomplish and the direction in which it will travel. The development 
committee has been founded upon a strong base. It is time now to let the policy 
development team begin its work. 
Notes from the Management Review Module: 






Internal infor-mation gathering is the 
first task of the policy develop-ment tea-m. 
This will provide the raw data needed to 
assess the corporate environment. Out of 
this data will grow the ultimate policy and 
progra1n. The com-mittee will, in essence, be 
taking the pulse of the organization. This is 
acco1nplished on a nu1nber of fronts and in 
a variety of ways. 
SITUATION ANALYSIS 
A. EMPLOYEESURVEY 
The survey provides a tool for assessing employees' perceptions and 
attitudes about smoking in the workplace. If the survey is taken seriously and 
completed by a majority of those sampled, its results will assist management and 
employees in development a smoking control policy that fits the needs of the 
organization. 
The following type of questions should be answered by your company's 
employee survey: 
• What is your employees' understanding of existing policies? 
• What is the smoking status of your employees? Do you have a 
preponderance of any particular group? 
• What are your employees' perceived sensitivities to tobacco smoke? 
• Your employees' perceptions and attitudes about? 
a. Health effects of tobacco smoke? 
b. Legal implications of smoking control policies? 
c. The role of the organization in developing smoking control 
policies? 
d. Smoking control policy alternatives? 
e. The role of the organization in providing help to those interested 
in quitting smoking? 
• What are the differences of opinion among smokers, nonsmokers, and 
ex-smokers? 
• Are there identifiable groups of employees who particularly favor or 
dislike certain policy options? 
An important aspect of the survey is how you are able to tabulate and 
cross-tabulate its results-for instance, between smoking behavior data and 
selected policy alternatives. Wording can be extremely important. For example, 
think about weighing the propensity towards a total ban or designated-area 
policy. The survey could, of course, simply ask which alternative an employee 
would prefer. It would be easiest for the employee to take the moderate route and 
choose designated smoking areas. But rephrase the question to discover whether 
your smokers or nonsmokers would be willing to sacrifice break rooms or 
benefits in order to implement a designated-area policy and you may discover 
strikingly different results. 
To assist your organization and to save the time it would take to develop 
your own organizational employee survey, you may choose to use the survey 
developed by the Smoking Policy Institute. Following extensive research and 
testing, this survey has been used successfully by a number of organizations. The 
survey package contains specific instructions on how to conduct the survey and 
how to analyze the results. In addition, the Smoking Policy Institute can 
correlate your results with those of other organizations that have conducted the 
same survey, providing you with a basis for comparison. 






B. FACILITIES SURVEY 
Will it be feasible to create separate smoking areas, given the space 
requirements, ventilation system, and ongoing energy costs? The Smoking Policy 
Institute has worked with organizations that have chosen to ban smoking, but 
has also worked with organizations that have constructed specially-designed 
designated smoking rooms. This section helps you explore your options, given 
your facilities. 
What is the layout of your present facility? 




¢ ________________________ _ 
• Are there lunchrooms or lounge areas that can be set up to allow 
smoking? 
Q 
¢ __________________________ _ 
• If smoking were limited to certain designated smoking rooms, would 
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• Are there certain facilities that are "special cases" and might be exempt 
from a policy? (Such unique situations might include facilities with 
24-hour staffs, large shop areas, or singly-staffed locations as that of a 
bridge-tender.) 




If construction or remodeling is required for designated smoking areas, 
what will actually be required in setting up your smoking rooms? 
• What would the construction cost be for setting up a smoking room? 
c) 
c) 
• What would be the yearly space cost for this room? 
c) --------------------------
¢ --------------------------
• What would be the cost of changing your ventilation system? 
¢ __________________________ _ 
¢ __________________________ _ 
• What would be the ongoing energy cost of removing smoke and of 
heating or cooling the air for the room? 
¢ __________________________ _ 
c) 
---------------------------






• How long would it take to set up a functioning smoking room and what 
could be done during the transition? 
c:) ------------------------
c:) ------------------------
What is the impact of local legislation? 












• What are additional issues for your organization to consider? 
c:) ----------------------------
c:) 
c:) ________________________ _ 
c:) ----------------------------
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Here are the factors that will greatly affect whatever estimates are 
forthcoming for designated smoking rooms. Be sure your bidder has taken them 
into consideration. 
• Estimated average occupancy of the room 
c::) -------------------------
c::) _______________________ _ 
• Local ventilation requirements 
c::) ________________________ _ 
c::) 
• Heating and cooling requirements (ASHRAE Standards) 
c::) --------------------------
¢ --------------------------
• Construction costs 
c::) ________________________ _ 
c::) -------------------------
• Annual cost of space 
c::) 
c::) 















C. Policy Survey 
What are the existing policies that would be affected by new restrictions on 
smoking in your facilities? The policies that tend to experience the greatest 
impact are: 
• Existing smoking policies 
• Discipline policies 
• Break policies 
• Hiring policies 
• Benefits policies 
1. Existing smoking policies 
• What is the history of smoking controls in your company? Why were 
smoking controls developed? 
c) 
c) 
• Where are employees allowed to smoke at the present time? 
c) 
c) 
• When are employees allowed to smoke? 
c) 
c) 
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• Are there any exceptions to the policy? 
c) -------------------------
c) _______________________ _ 
• Is the policy being enforced? 
c) ________________________ _ 
c) ________________________ _ 
• Do the employees know what the existing policy is? 
c) 
c) 
• Are there any complaints about the existing policy? 
c) ---------------------------
c) ---------------------------
• If there are complaints, what are they? 
c) ----------------------------
c) ----------------------------
• If there is a cessation program in place, how effective is it? What are its 
strengths? Its weaknesses? 
c) 
c) 
• What are the strengths of the existing policy? 
c) --------------------------
c) --------------------------
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Page8 • What are its weaknesses? 
¢ -------------------------
¢ -------------------------
2. Discipline policies 
• What is the policy statement on employee discipline? 
¢ -------------------------
¢ -------------------------
• What different types of discipline exist? 
¢ -------------------------
¢ 
• What are some actions that would result in discipline? 
¢ ________________________ _ 
¢ -------------------------
• Are there any exceptions to the discipline policy? 
¢ -------------------------
¢ -------------------------
3. Break policies 
• What is the policy on breaks? 
¢ -------------------------
¢ -------------------------
• How flexible is the policy? 
¢ ________________________ _ 
¢ -------------------------
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• Are there any exceptions or employees for whom it isn't applicable? 
c:) 
c:) --------------------------
• Is the policy enforced? 
c:) ________________________ _ 
c:) ________________________ _ 
4. Hiring policies 
• What are the criteria that the organization uses in hiring new employees? 
c:) ----------------------------
c:) ----------------------------




• Does the organization inform the applicant on either the questionnaire or 
in the interview about any company policy? 
c:) 
c:) 
5. Benefits policies 
• What benefits does the organization offer to the employees? 
c:) 
c:) --------------------------
• Are there any exceptions? 
c:) ---------------------------
c:) __________________________ _ 






• Are smoking-cessation programs available free to employees as part of 
the benefits package? 
c) ------------------------
c) ------------------------
• Does the organization keep track of employee smoking behavior? 
c) -------------------------
c) -------------------------
Are there any other aspects of the organization's policies that need to be 






D. Labor Contracts 
This research also functions prophylactically. The chances of your policy 
being successfully implemented are dramatically increased if you know the 
history and organization of your unions. 
What follows is an important checklist of areas management must carefully 
review prior to opening dialogue with the unions. This fact-finding and 
information gathering should be carried out quietly and discreetly. 
• Review all existing collective bargaining agreements. Many employers 
will have more than one, based on the number of unions. 
c) -------------------------
c) -------------------------
• Review management-rights clauses. 
c) 
c) 
MODULE TWO • GUIDE TO A SMOKE-FREE WORKPLACE 
SITUATION ANALYSIS @ 
• Carefully study the health and safety articles. What standing committees Page 11 
might be particularly suited to deal with this issue? 
c) ------------------------
c) ------------------------
• Gauge as best you can the internal politics of your unions. What is the 
membership's priority issue? procedures? benefits? health and safety? 
You may also identify one pocket of operations in which most of the 
smoking employees work. Is it a vocal group? 
c) ________________________ _ 
c) ________________________ _ 
• Review re-opener clauses, if any. 
c) 
c) 
• Review past-practice clause language. 
c) ________________________ _ 
c) ________________________ _ 




• Note the expiration dates and negotiation cycles of each collective 
bargaining agreement. This information can dramatically affect the 
timetable of your policy decision. It could be a disaster to overlook prime 








• Check to see in what other companies your unions have employees. 
What is their status in relation to the smoking-in-the-workplace issue? 
You may be able to gain information on how willing the local is to 
negotiate and how far it will go. 
¢ 
¢ 
Unless your company is particularly large and employees a vast number of 
different unions, it should be possible to make these evaluations with relative 
ease. 
In the second phase of your information gathering, the unions become 
involved. It is important early on to include them actively. You may be able to 
review the unions' own internal employee surveys, if any have been taken. 
Because the unions know they will be bargaining, they may have included a few 
questions on the smoking issue themselves. 
• What additional labor relations issues might there be to consider? 
¢ -------------------------
¢ -------------------------
¢ ________________________ _ 
¢ -------------------------
E. Existing Trouble Spots 
Frequent! y, smoking adherents will counter management's decision for 
controls by focusing on existing trouble spots and magnifying them. One 
example is a Fortune 500 company that was moving its corporate headquarters 
and wanted to institute a new policy on smoking in the new building. The 
problem was that this new policy was going into effect at a time when the 
employees were already upset about the loss of personal offices in the "open 
office" design of the new facility. 
It is the job of the policy development team to do an intensive analysis of 
such potentially difficult areas and establish its own set of consistent and 
satisfactory priorities. It will need to be extremely articulate in these areas. Some 
possible problems might arise in these areas: 
• Departments that are short staffed 
• Unique work environments (shops, all-night staff) 
• Smokers who do not take normal breaks 
• Lowmorale 
MODULE TWO • GUIDE TO A SMOKE-FREE WORKPLACE 
SITUATION ANALYSIS 
• Enforcement and supervision problems 
• Health, safety, and ventilation problems 
• Certain "valued employees," such as doctors, salespeople, engineers, 
who may need special attention during the policy announcement and 
implementation. 
• A common employee complaint is a failure on the part of management to 
communicate with one voice. This, too, can become magnified during the 
potentially stressful initiation period. A tool that has been used successfully in 
dealing with employee communications is the Question and Answer sheet, or 
Q&A. Issued to supervisors, it should respond to expected questions from 
employees, such as "Is this policy fair to smokers?" The responses should reflect 
information gathered in your analysis of relevant issues in Module One. 
A response to the fairness question might be, "This policy is an attempt to 
be fair to both smokers and nonsmokers by providing a clean and safe 
environment. Additionally, management will be offering cessation classes to all 
smokers wishing to overcome their addiction." The Q&As, which should list the 
questions and respond with short answers, would be distributed to supervisors 
to help them communicate better with employee challenge. This technique helps 
present a consistent message from all your supervisors rather than allowing 
unnecessary confusion to arise from an uninformed staff. 
What are some questions that you might expect from your employees? How 
might they be answered? · 
c) ---------------------------






There are certainly areas specific to your situation. Now is the time to take a 
close look at the problems particular to your organization that could influence 










Review your list of problems and problem areas and prioritize them below: 
1 
2 ___________________________ _ 
3 ___________________________ _ 
F. Additional Employee Input 
The more input you have from your environment, the better. Through 
continuing communication between management and staff, a dialogue is created 
and ideas can be tested in advance of actual implementation. 






Pacific Northwest Bell (PNB) organized Focus Study Groups in several cities 
- one for management, another for occupationals. Strictly exploratory, the 
objectives were to get (1) a sample reaction to the policy prior to its 
announcement, (2) suggestions for smoothing the transition for smokers, and (3) 
suggestions for implementing the policy. 
Other possibilities might include employee presentations. These can serve 
as an important_"reality check" on your survey results and can indicate where 
your employees stand on the smoking issue. Finally, these presentations can give 
the employees a chance to learn, and possibly vent, about the new policy. 
Less formally, you should always keep an ear to the corporate grapevine. 
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G. Cost-Containment Considerations 
Finally, for the purpose of tracking your own success or possibly as an 
incentive for district offices in other areas, you will want to identify and 
document the financial status of areas such as health care, insurance, 
absenteeism, maintenance and janitorial costs, grievances and processing 
employee complaints, cessation programs (if any are currently in place) and any 
other functions that might be impacted by smoking controls. Although this 
subject is covered more extensively in Module Five: Evaluation, now is an 
excellent time to set up tracking systems and begin keeping data. 
It is impossible for us to estimate how long it will take your team to gather, 
assess, and evaluate the information described above. Do not become 
discouraged or bogged down. This is the valuable data from which you can later 
profit. The time you take now to maximize the accuracy of your information will 
pay off soon enough. 
Notes from the Situation Analysis Module: 






Now is the time to put your infor-
mation to work, as you begin to 
develop your policy. Please keep in 
mind that a policy is nothing more than 
a statement of when and where 
employees can smoke and what part the 
company will take to help smokers 
adjust to the changes. 
STRATEGIC PLANNING 
A. OVERVIEW OF PROCESS 
Now is the time to put your information to work, as you begin to develop 
your policy. Please keep in mind that a policy is nothing more than a statement 
of when and where employees can smoke and what part the company will take 
to help smokers adjust to the changes. 
Let's begin by taking a look at our overall procedure for strategic planning. 
First, we will examine together the five major factors that come into play, 
looking at all the possible strategies by which they might be approached. 
The five factors are: 
• Smoking areas 
• Applicability and exceptions 
• Timeframe 
• Cessation programs 
• Enforcement 
Your new nonsmoking policy will also affect other areas and policies in your 
company. For instance, if your informal break policy is causing problems already, 
a smoking policy may require the development of a formal break system for 
your organization. 
We have experienced five areas in particular that always require attention 
and decisions resulting from smoking control changes: 
• Hiring/break policies 
• Company vehicles 
• Customers/ visitors 
• Tobacco-vending machines/tobacco industry clients 
• Signs/ ash trays 
These will also be reviewed for options. 
Next, we will refer to executive management's original goals from which we 
can develop the program's particular objectives - put forth in clear, specific 
terms. This will be easier now that we are familiar with the five working factors 
of the policy and the five areas impacted by its implementation. 
This is an extremely organic, or interwoven, process. You will need to be 
flexible in your thinking, traveling back and forth between specifics and goals. 
But, having established our guiding principles, we can return to the strategy 
work begun earlier. Reviewing each factor, we will begin to eliminate those that 
do not meet your guidelines. 






At this stage, only a few options should remain. These we will critique by 
weighing them against some basic test questions. Extensive notes should be kept 
on these section; they will become the basis for the next stage: selecting the 
strategy and its accompanying rationale for each issue area. 
By now, we know essentially what our most effective, efficient, and 
encompassing policy will be. It simply needs to be translated into a policy 
recommendation format. 
That will complete the Strategic Planning phase of your policy, at which 
time a presentation can be made to the executive management team and 
implementation can begin. 
B. ESTABLISH PROGRAM OPTIONS 
Now is the time for brainstorming. List every possible option that comes to 
mind on each of the five major and five secondary strategies. In this first phase, 
there should be no editing or criticism, simply a free flow of ideas. 
1. Smoking Areas 
Where and when should employees be able to smoke on the job? List all 

















¢ ________________________ _ 
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2 Applicability and exceptions 












3 lime Frame 


















4 Cessation Programs 
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6 Hiring/Break policies 
Hiring: There are a number of options from which to choose regarding 
hiring practices. Some organizations, out of long-term-benefit considerations or 
presumptive heart/lung laws for certain job descriptions, have pursued their 
legal right to initiate practices of hiring only nonsmokers. 
What is most in line with your company's long-term goals? 
• Hire nonsmokers only 
• Institute a preferential hiring policy 
• Advertise as a nonsmoking company and depend on natural selection 
• Do not advertise as a nonsmoking company; simply advise applicants of 
policy at interview. 
Additional options: 
c) ________________________ _ 
c) ________________________ _ 
c) -------------------------
Organizational approach: 
Breaks: Break policy can be used as a effective transitional tool. During the 
early stages of the policy, a company might maintain normal break times but 
give smoking employees some added flexibility in when they take them. For 
example, maintain the 30 minutes of breaks; simply allow them to be taken in 
three 10-minute breaks. 
Some adaptive break policies might also deter smokers from exceeding 
permitted break and meal periods. Whatever your final decision, some 
intentional supervisory monitoring may be warranted in the early stages. This is 












7 Company vehicles 
This continues to be a sensitive area for most companies. Should there be 
exceptions for drivers who smoke and are unaccompanied? What is the rule for a 
combination of smokers and nonsmokers? 
Some organizations have chosen to allow smoking in vehicles only if: 
• There is no nonsmoker in the vehicles; 
• The employee responsible agrees to return the vehicle thoroughly 
aired with all smoking debris removed; 
• Smoking is not otherwise prohibited. 
If a similar policy is appropriate to your situation, it is important that the 
very presence of a nonsmoker dictate no smoking in the vehicle. The issue of 
whether the nonsmoker minds or not should never be raised. Any other policy 
puts too much pressure on nonsmokers to have to fight for their own health and 
safety, which is always a difficult proposition-but one that may be impossible if 
the nonsmoker must ride with a smoking supervisor. 
Another consideration is safety. Studies show that smokers have twice the 
accident rate of nonsmokers; therefore, there are safety considerations in 
addition to health issues. 
Obviously, the other options are: 
• Smoking is prohibited in all company vehicles at all times; 
• There are no restrictions 
• Common courtesy restrictions prevail. 
Enforcement of vehicular policy is extreme! y difficult. This should be kept in 
mind as you select the best option. Again, look for the best long-term and most 
advantageous solution for your vehicular policy. 
• Smoking is allowed for the solitary, smoking driver; no smoking with a 
nonsmoker present. 
• No smoking in any company vehicle at any time 
• No restrictions on smoking in company vehicles 
• Common courtesy policy 











A decision must be made regarding transient traffic through your 
workplace. This can be extremely problematic for health care organizations, for 
example, where the patients and visitors are frequently under extreme stress 
and/or residential over a period of time without the ability to leave the 
premises. Hospitals usually find it advantageous to prohibit patient/visitor 
smoking as well as employee smoking with the exception that "special 
provisions shall be made for patients in the hospital whose physicians have 
determined that the potential negative reaction to smoking abstinence outweighs 
the potential opportunity for smoking cessation afforded by enforcing the 
policy." 
Many companies simply post "No Smoking" signs and find their policy 
self-enforcing. There has been no recorded loss of business as a result. A 
common and effective sign simply reads, "This is a Nonsmoking Business." 
Look to local legislation. Are there laws on the books restricting smoking in 
public places? Complying with existing laws concerning smoking in public 
places not only removes potential liability, but also gives you the ideal scapegoat: 
"The government made us do it." 
Some policy alternatives: 
• Nosmoking 
• No smoking except under very special conditions 
• Customer/visitor smoking in designated areas 
Additional options: 
¢ ---------------------------
¢ __________________________ _ 
¢ ---------------------------
Organizational approach: 






9 Tobacco-Vending Machines/Tobacco Industry Clients 
What does the presence of tobacco-vending machines on company premises 
imply? If you feel this describes a conflict of intentions, then it might be wise to 
strive for consistency. On the other hand, does their removal go beyond the 
scope of the committee's charge? 
In terms of your tobacco industry clients, your company should maintain 
that the smoking control policy is based on concern about employee health and 
safety from the hazards of sidestream smoke, and that your policy is an internal 
health and safety issue. Removing the vending machines, however, will probably 
send the wrong message to your employees, i.e., that your organization is on a 
crusade against smoking. 
Some organizations have found an additional issue: the vending machine 
contract, which prevents them from changing or removing the machines. Be sure 






10 Signs/Ash Trays 
Signs: The timetable for posting signs should be sensitive and coordinated. 
It is probably not a good idea to post signs the day of or prior to the policy. 
The most successful sign strategy has been to have decals explaining your 
policy on every entryway to your building. 
Think about how your signs look. Are they abrasive and unsuited to a 
particular environment? What is their visibility? legibility? Are they posted in 
appropriate or in out-of-the-way places? 
Also think about cost. Are the signs in a location where they are likely to be 
damaged? Should you choose a sign that is difficult to destroy, and expensive-
or a sign that is easy to destroy, and inexpensive? 
You might consider rotating signs so they don't become "invisible" over 
time. 




Many organizations feel signs should be on every wall. With a proper 
education campaign announcing your policy, signs are really required only at the 






Ash Trays: Here again, ask yourself what the presence and/ or location of 
ash trays on the premises indicates. How will they be interpreted by employees 
and visitors? Will there be a place for people to put out cigarettes or will you 
have smoke clouds at every entrance and exit? 
If placed in conjunction with appropriate signage just out of the main traffic 
routes, you can give people a place to smoke and not create either a smoke cloud 
or a traffic bottleneck. In addition, with some specific place to smoke, you will 
reduce the litter problem of people putting cigarettes out just before they enter 
your facilities. 
Options: 
• Remove all ash trays. 
• Leave ash trays near entryways, and accept the possibility of groups of 
smokers and clouds of smoke. 













C. ESTABLISH PROGRAM OBJECTIVES 
The options you have considered are important, but they should be set aside 
for the time being. Until the group can reach a consensus on what the program 
objectives are, it will be impossible to agree on any particular policy alternative. 
So reexamine the original goal of the policy set by executive management. In 
addition to this, review the organizational absolutes and charge of the policy 
development team. With these three documents as guides, it is time to develop 
the objectives for the policy. 
The objectives are a more focused and practical version of the goals. For 
example, while the goals might be something like "to enhance the health, safety, 
and well-being of company employees, the development of a smoking control 
policy will be reviewed," the objective of this goal could be to protect employees 
from the hazard of involuntary exposure to sidestream smoke. 
Another example of a goal and its objective follows. Goal: "In order to help 
employees adjust to the new restrictions on smoking, cessation programs will be 
offered to all employees." The objective could then be: "Cessation programs 
should be made as convenient as possible for employees." 
This is the time for the policy development team to develop a consensus on 
what the organization should do about smoking. Once the group has agreed on 







D. REVIEW STRATEGIES 
Now you have some step-by-step work before you. Keeping the executive 
management's goal and your development team's objectives in mind (in essence, 
the scope and limits of your policy), return to the ten strategy considerations and 
review each option in terms of its adherence to the goals and objectives. 
Delete any option that does not meet your program objectives. If there is a 
debate about any particular alternative, leave it in to be reviewed during Step 
Two. 
Ideally your long list of policy options will be trimmed down to a few 
remaining alternatives. Now you need to perform an extensive review of the 
remaining options. This review is conducted on three main levels. 




1. Step One: Make a list of the strengths and weaknesses, or advantages 
and disadvantages, of each alternative. The format below is provided solely as a 
GUIDE for this process. Do not feel bound by the critiques in any way. 
Additional spaces have been provided for you to include your own ideas 
concerning the advantages and disadvantages of each alternative. 
Critique of Possible Options: Smoking Areas 
Designated areas - Enclosed, separately ventilated smoking rooms 
established 
Advantages 
c:) Creates a smoke-free workplace 
c:) Is more convenient for smokers than a total ban 




c:) Ventilation, construction, location, and ongoing energy costs 
c:) Employees usually find it easier to go to an inside smoking area than 
to go to outside areas, creating potential productivity problems. 
c:) Space availability problems 
c:) ----------------------------
c:) ________________________ _ 
Total ban - Smoking is prohibited in all company facilities 
Advantages 
c:) Is simple, consistent, and equitable 
c:) Maintaining ventilation becomes a non-issue 
c:) Maximum savings in areas of maintenance and cleaning; property 
damage and depreciation; ventilation 
c:) 
c:) 
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Page 12 Disadvantages 
c) Is disruptive to smokers 
c) Is a threat to health and safety if smoking is permitted only outdoors 
(because of weather, crime) 
c) Allows no flexibility for different facilities 
c) 
c) --------------------------
Attrition approach-Smokers continue to be allowed to smoke while new 
hires are subject to smoking policy 
Advantages 
c) Little disruption for smoking employees 
c) Provides transition period for existing smoking staff 
c) __________________________ _ 
c) ---------------------------
Disadvantages: 
c) Does not remove the smoke from the worksite 
c) Pits old employees against new 
c) 
c) 
Nonsmoker veto or "common courtesy" 
Advantages 
c) Provides flexibility and some protection 
c) Minimal administrative involvement 
c) -----------------------------
c) -----------------------------
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Disadvantages Page 1 3 
c) Potential for being very divisive 
c) Could fail to protect less assertive employees-particularly if one's boss 
is a smoker 
c) Favors employees with private offices 
c) --------------------------
c) --------------------------
No companywide policy-Departments establish own policies 
Advantages 




c) Does not guarantee protection to employees 
c) Perpetuates inequities and confusion 
c) 
c) 
CRITIQUE OF POSSIBLE OPTIONS: APPLICABILITY AND EXCEPTIONS 
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Page 14 Disadvantages 
c::) Lacks flexibility for unique work settings 
¢ Enforcement and "slipping out" 
c::) Having to discipline and risk losing "valued" employees 
c::) _________________________ _ 
c::) _________________________ _ 
Policy does not apply to certain workers 
Advantages 




¢ Inequitable and possibly discriminatory 
c::) 
c::) 
Critique of possible options time frame 
One year 
Advantages 
¢ Smokers have time to adjust to the new policy 
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Disadvantages 
c:) Impetus and enthusiasm are lost 
c:) Nonsmokers continue to be subject to tobacco smoke 
c:) ________________________ _ 
c:) __________________________ _ 
90 days 
Advantages 
c:) Adequate time to educate management and employees on relevant 
issues 




c:) May be perceived as going too quickly 






c:) Nonsmokers immediately relieved of workplace smoke 
c:) __________________________ _ 
c:) __________________________ _ 







¢ No time for transition, education, cessation 




Critique of Possible Options: Cessation Programs 
The Smoking Policy Institute considers cessation support by management 
vital to successful policy implementation. Because of a strong bias in this area, 
the cessation section is presented in a slightly different format. 
Rationale: 
Smoking is a serious addiction. The combination of corporate smoking 
control policies and corporate cessation initiatives will have a profound effect on 
employees smoking. It is important, however, that the company not be on a 
crusade against either smoking or smokers. Rather, the organization should 
make the commitment to help its smokers adjust to a new corporate smoking 
policy. 
Categories of Programs 
There are many ways to quit smoking. Some of the major types of 
approaches are listed below. These programs are not exclusive and often are 
offered in a combination. For example, almost all self-help programs have a 
behavioral component. 
1. Self-Help. There is a variety of programs, leaflets, books, videotapes, and 
audio tapes to assist people in quitting on their own. 
2. Behavioral Group. Smoking is a behavior that people have incorporated 
into their lives. These programs work with groups of people to help them 
to become aware of why they smoke and how they can work together to 
change their behavior and become nonsmokers. 
3. Physician-Monitored. Studies have shown that the physician who takes 
the time to advise patients against smoking can be very effective. Your 
company medical director can play a similarly important role. 
4. Pharmacological. There are two addictions in smoking: the physical 
addiction to nicotine and the psychological addiction to the behavior of 
smoking. Nicotine substitutes (prescribed by a physician) allow the 
smoker to fight each addiction separately. 
5. Aversion. Association of smoking with a negative stimulus can be done 
in a number of ways. Smoking a carton of cigarettes without a break 
and/ or mild electric shock are two methods. 
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6. Hypnosis. A certified hypnotist can work with smokers to reduce or 
eliminate the smoking behavior through hypnosis. 
7. Acupuncture. A certified acupuncturist can work with smokers to 
reduce or eliminate the smoking behavior through use of acupuncture. 
Recommendation 
People smoke for a variety of reasons. Therefore, the methods that they use 
to quit will also vary. To be successful, a company-sponsored program must 
have some flexibility and not rely totally on one "cure." A minimal mix of the 
basic components of a smoking-cessation program is recommended. An outline 
of the components of the program and how it can be offered in a corporate 
setting are listed below: 
1. Self-Help. Provide materials to employees interested in quitting 
smoking. These materials should have a structured approach utilizing 
sound behavioral theories. Monitoring of the individuals by the company 
medical staff and making available physician prescriptions for nicotine 
substitutes, when appropriate, would increase effectiveness. 
2. Behavioral Group. When a group approach is combined with the 
natural support groups within a workplace, it can be very effective. 
Quitting with the encouragement and constant support of others who are 
going through the same process is usually easier than going it alone. 
As in self-help programs, it would be very helpful to have the individuals 
monitored by the company medical staff. Physician prescription of nicotine 
substitutes can also be incorporated into many behavioral programs. 
Outline of possible program: 
1. Self-help materials offered through medical department. Follow-up 
conducted by department staff. 
2. Self-help materials used in conjunction with physician prescription for a 
nicotine substitute. 
3. Group behavioral program offered through medical department. 
Follow-up conducted by department staff. 
4. Group behavioral program used in conjunction with physician 
prescription for a nicotine substitute. 
5. Referral to outside program by medical staff after repeated failure of in-
house program. 






The Bureau of Business Practice, a leader in the field of motivational and 
training materials for business and industry, has designed a program called 
Clean Air in the Workplace: The "I Quit" Smoking Program that trains company 
staff to run cessation programs for your employees. A major advantage of the 
Clean Air in the Workplace program is that it operates with a minimum 
expenditure of time and effort on the part of both management and the members 
of your staff who will be directly responsible for running the program. 
Cessation Program Delivery Variables 
When offering a smoking-cessation program, there are a number of options 
available in organizing and delivering the service. Some of the factors to 
consider are listed below. 
1. COST 
a. Company pays 
b. Employee pays 
c. Company and employee split the cost 
2. TIME 
a. Company time 
b. Employee time 
c. Begin program on company time then shift to employee time 
3. PROGRAM OPTIONS 
a. Company provides list of resources 
b. Company provides one program 
c. Company provides a variety of options 
4. LOCATION 
a. On-site programs 
b. Off-site programs 
c. Combination of on-site and off-site 
5. PROGRAM SELECTION 
a. Employee selects program 
b. Company staff helps employee select program 
c. Company dictates selection 
6. PROGRAM PARTICIPATION 
a. Employees only 
b. Employees and spouses 
c. Employees, spouses, and dependents 
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a. Company gives a bonus to smokers who quit 
b. Company provides bonus to all nonsmokers 
c. Company does not provide any rewards (beyond smoking-cessation 
classes) 
8. FOLLOW-UP 
a. Company conducts on-time follow-up survey 
b. Company conducts ongoing follow-up survey 
c. Individual vendors conduct follow-up survey 
CRITIQUE OF POSSIBLE OPTIONS: ENFORCEMENT 
Honor System 
• Advantages: 
c) Indicates management trusts the integrity of its employees 









c) Allows time for smoker to adjust to change 
c) Probably follows same enforcement procedure as other personnel rules. 
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c:::) Management may be tempted to let offender off because of the severity 
of the action, opening the policy to potential ridicule. 
c:::) ________________________ _ 
c:::) ---------------------------
2. STEP TWO: Ask the following questions about each alternative: 
a. Does this option adequately remove smoke exposure from the 
workplace? 
b. Is it equitable? Are employees treated consistently? 
c. Does this comply with applicable legal requirements? 
d. Does this solution speak to the initial impetus for this study, i.e., 
respond to employee complaints, management dictum, etc.? 
e. Is the strategy easy to understand and communicate? 
f. Is this option consistent with choices already made? 
g. What are the short-term ramifications of this option? 
h. Will this provide a long-term solution to smoking in the workplace? 
i. Is it a cost-efficient solution to this issue? 
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STEP THREE: Critique your strategies 
Your next step is to critique these remaining options. This is a process with 
three parts. First, weigh the advantages against the disadvantages as listed 
above. For instance, does flexibility in application of a nonsmoker's veto policy 
outweigh its divisive potential? Another example: will free smoking-cessation 
programs for smokers alienate people who are already nonsmokers and who do 
not receive anything special from the company? 
Second, compare the strategies to the objectives your team has developed 
along with the organizational absolutes, program goals, and charge of the team. 
Finally, ask the questions that were listed earlier in this module (Step Two). 
This information should help the team determine what options would be the 
best for the organization. In some cases, these will be judgment calls by you and 
other members of the policy development team. If emotions pull you off target, 
return to the guidelines. 
E. SELECT STRATEGY/RATIONALE FOR EACH ISSUE AREA 
This should flow naturally out of your preceding critiques. It is simply a 
matter of consolidating the pros and cons presenting your case for each selection. 





GUIDE TO A SMOKE-FREE WORKPLACE • MODULE THREE 
s 
Page 21 
s STRATEGIC PLANNING 















MODULE THREE • GUIDE TO A SMOKE-FREE WORKPLACE 
• Enforcement STRATEGIC PLANNING "11::!\ 














GUIDE TO A SMOKE-FREE WORKPLACE • MODULE THREE 
@ STRATEGIC PLANNING 















MODULE THREE • GUIDE TO A SMOKE-FREE WORKPLACE 
STRATEGIC PLANNING 
F. DEVELOP POLICY RECOMMENDATION 
The ten "selected strategies" above are, in fact, your recommended smoking 
control policy. All that remains to make your presentation is to pull the strategies 
together into a logical format that fits with your organization's accepted 
personnel policies. 
A selection of actual policies is included in the appendix for comparison and 
review. A one-page policy statement should be adequate. It should then be 
followed by a written implementation plan addressing a variety of situations 
that are likely to be affected by the new policy. This is your policy impact 
analysis. 
Notes from the Strategic Planning Module: 





You have now made your recommendation to executive management. It has 
been reviewed and approved. Your committee has been given a go-ahead for 
implementation of the company's new smoking control policy. 
The first step is to announce the policy. This should be done in a forthright 
manner and in a form which reflects the support, commitment and goals of 
management and the care and time the committee took to reach its decision. A 
personal memo to every employee was a successful strategy for Pacific 
Northwest Bell (see Appendix). 
Some organizations with a certain group of "valued employees" may want 
to go through a special step when educating this group about the policy. A 
special presentation - or, in extreme cases, a personal presentation - may be 
well worth the time if it eliminates problems later on. 
Having determine your particular time frame for moving from the 
announcement to actual implementation, make the most productive and 
effective use of that period possible. 
A. EMPLOYEE COMMUNICATION/EDUCATION 
1. Internal Communications 
IMPLEMENTATION 
This is the most important tool in your implementation plan. The same 
information that convinced your executive management team and the policy 
development team that they should act needs to be communicated to the 
employees. The more informed your employees are about the legal and health 
aspects of on-site smoking, and the more they feel they have an outlet for their 
own opinions, the more likely there will be a smooth transition into your policy. 
PNB installed an 800 number for its employees. They could call and have 
questions answered regarding all aspects of PNB' s decision. The hot line gave 
employees an opportunity both to learn about the policy and to let off steam. An 
unexpected benefit was its function as an access to the company grapevine, 
providing management with a feel for overall employee attitudes as well as 
specific problems and issues. 
CIGNA management visited facility after facility with the aid of a 
professional consultant, holding meetings with management and staff-to inform, 
respond and inspire. 
Have you scheduled management/ employee question-and-answer group 
meetings? Is there a progressive educational program in place? You will want to 
begin responding to employee concerns from day one. Set down your schedule 
for communicating the policy through each of the techniques selected. Here are 
some in-house possibilities: 
• Hot lines 
• Newsletters 
• Seminars/ speakers 
• Work area meetings 
• Bulletin boards 
• Videotapes 
• Bibliographies 










2. Special Events 
CIGNA Healthplan of Arizona gave microwave ovens to each facility that 
went smoke-free prior to D-Day. This gave each facility a sense of cohesiveness, 
mutual mission, etc. 
Is there an event management might want to schedule to increase a sense of 
solidarity, mutual mission, group effort? Some possibilities might include a 
smoke-free D-day dance or dinner. Perhaps the implementation date 
corresponds with the opening of a new office or facility. Take advantage of every 
opportunity to celebrate this group effort-and present it always as a win-win 
situation. 
3. External Communications 
Different companies take very different approaches to publicity about their 
policies. Two examples are PNB and CIGNA Healthplan. 
PNB president Andy Smith felt strongly that its policy was made strictly in 
the interest of employee health and safety. He did not want to appear to 
compromise that intention by a heavy public relations or press campaign. It 
proved impossible to muzzle the press on such a sweeping policy decision-but 
coverage was never instigated by PNB. 
CIGNA, on the other hand, used the press heavily and felt that the publicity 
improved and support employee morale and incentive by representing CIGNA 
as a forward-thinking, progressive health care facility. 
Part of your external communications includes the less public notification to 
clients, customers and suppliers. Communication of a new policy is an 
important courtesy to any frequent visitor. Who are the important clients, 
customers, suppliers, board members, and others, who need to know about or 
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PNB and CIGNA represent only two alternatives. There is obviously much 
middle ground. Where do you feel your company best fits? In making this 
decision, you might consider: 
• Potential for employee resentment/ support 
• Improved public image 
• Free publicity 





c) ________________________ _ 
c) -------------------------
B. Cessation Program Decisions 
We have already reviewed in great detail the options for cessation programs. 
Whatever your company has made, now is the time to present information about 
it, including what options are available, to whom, and for what period of time. 
Do you want to offer cessation only to current employees, assuming newly 
hired personnel come into the company already prepared for a nonsmoking 
environment? 
Do you want to put a time limit on cessation programs even for your 
present employees? How might that affect enrollment? 
Or, might you prefer making the cessation program a permanent feature of 
your overall corporate health program? After all, nonsmokers may start smoking 
and ex-smokers can become smokers again. What is the extent of the company's 
responsibility or goodwill? 






1. OPTION RECOMMENDATIONS 
There are always specific situations requiring changes in the delivery of 
cessation program, but as a general rule, we have found the best program 
approach to be one that uses the following options: 
Cost-Company pays entire cost of program 
Healthy employees will save the company money in health and insurance 
costs. This is a wise corporate investment. 
Time-Program is offered on company time 
Offering programs on company time will show that the company is very 
concerned about working with the employees during this difficult transition. It 
will also maximize employee participation, which will help to create a support 
network once the employee has quit smoking. 
Program Options-Company provides a few options 
Although a variety of programs should be offered, these can be confusing to 
administer. One solution is to establish a basic program that can be offered both 
to individuals and in group settings. This will provide options to employees and 
at the same time minimize confusion for the staff administering the programs. 
Location-combination of on-site and off-site programs 
Holding programs on site is probably convenient for many employees. It 
also maximizes the opportunity for building support networks among 
employees. However, some employees may not respond positively to programs 
at work. Therefore, it is a good idea to provide a limited number of programs 
off-site. 
Program Selection-Company helps employees choose 
Assuming that the company decides to offer some program options, a 
system needs to be developed to help the employees select the right program. 
Some companies leave this choice up to the individual employee. We have found 
that it is helpful for the medical department to assist in this process by providing 
information and support to the employee. 
Program Participation-Employees, spouse and dependents 
As long as all three groups are covered on the company health care plan, the 
company has a financial interest in keeping all three groups health. This can also 
create a lot of goodwill for the company at a relatively small cost. 
Incentives-No incentives offered beyond cessation program. 
There is no greater incentive to quit smoking than removing the opportunity 
to smoke on the job. Money that had been spent on employee smoking should be 
spent on programs and follow-up. 
Follow-up-Company conducts ongoing follow-up 
In terms of documenting a change in smoking behavior and targeting 
relapse, it is in the best interest of the company to maintain an effective 
follow-up effort. 
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2. PROGRAM SELECTION 
Here are some suggested criteria and considerations for selecting a specific 
cessation program, followed by a sample selection questionnaire. 
a. Program criteria 
Your cessation program should: 
1. ENSURE DIGNITY-Studies show that most smokers do not feel good 
about their addiction to smoking. Any smoking-cessation program 
should have as its number-one goal to ensure the dignity of all program 
participants. 
2. MAINTAIN STANDARDS OF ETHICS-Although some people are 
desperate to quit smoking, the program should still maintain an accepted 
standard of ethics. 
3. BE POSITIVE-Since the first Surgeon General's Report in 1964, smokers 
have received a lot of harassment and humiliation for their addiction to 
smoking. Your programs should avoid a negative approach. 
4. PLAN FOLLOW-UPS-Many smokers are able to stop smoking during a 
smoking cessation program, but will then experience a relapse and start 
smoking again. A program should have a plan for relapse management 
and should conduct an organized follow-up of program participants. 
b. Areas of negotiation 
There are certain areas in which you might want to negotiate with cessation 
program providers to help get the best program at the best price. Some of these 
areas are listed below. 
1. LOCATION -Can programs be offered on site, off site, or both? 
2. TIMES - Can programs be offered during work hours, during non-work 
hours and at irregular times ( e.g., during the evening or on the weekend 
for 24-hour staff?) 
3. TRAINING - Have the cessation program leaders received adequate and 
standardized training? 
4. DISCOUNTS - Do the prices decrease based on the number of 
participants? 
Can you pay by the session rather than by the individual participants? 






5. GUARANTEES - If people fall off the wagon, can they take the program 
again? 
6. REFERENCES-ls the group a reputable organization? Is it local or 
national? 




c::) ________________________ _ 
c::) -------------------------
c::) -------------------------
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3. SAMPLE SELECTION QUESTIONNAIRE Page 7 
Format of Program: 
Training of Facilitators: 
Materials Used in Program: 
Existing Quality Controls to Ensure Standardization of Program: 
Physical Risks Involved in Program: 
Maintenance Programs and Follow-up Referrals: 
Program Fees: 
Additional Comments: 




4. OTHER CESSATION COMPONENTS 
There are other components you might want to include in the 
implementation program as well. These are not just frosting on the cake. They 
are the components that, in conjunction with the programs listed previously, will 
ensure that the process of cessation goes smoothly for employees. All of these 
approaches can be offered in a structure program by the medical department or 
else be run by volunteers (ex-smokers who share how they succeeded in quitting 
smoking) during lunch, breaks, or after work. Several are suggested below: 
a. SUPPORT GROUPS-Meetings former smokers can attend to share the 
problems they are having and the coping techniques that have been 
effective for them. 
b. STRESS-REDUCTION PROGRAMS-Quitting smoking is a very 
stressful activity for many people Programs specifically designed for 
their needs will help them through this adjustment. 
c. WEIGHT-CONTROL PROGRAMS-Many people do not quit smoking, 
for fear of gaining weight. Announcing that these programs will be 
offered in advance may encourage employees to try to quit smoking. 
d. EXERCISE PROGRAMS-An effective exercise program will show 
employees important benefits to be gained by quitting. The extra lap 
around the pool or track, or simply being able to walk a flight of stairs, 
can be reward enough for kicking the habit. 
Program options and considerations: 
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C. POLICY DURING TRANSITION 
Regardless of how long your transition period is, one of its primary 
functions is to allow your employees time to prepare for and adjust to the new 
policy. This is accomplished primarily through various educational efforts 
discussed earlier. 
Another function of the transition period is to begin any physical change 
that will be necessary. There are two basic approaches using a 90-day transition 
period: no change during the 90 days, or phasing in tougher restrictions. 
1. 90 DAYS - NO CHANGE 
With this plan, the company will announce its new smoking control policy 
effective in 90 days. Until that time, smoking as usual. During this time, 
employees are educated as to the rationale for the policy and about 
company-sponsored smoking cessation programs. This is the time that the 
internal press, special events, and external press efforts are geared up for 
maximum visibility. 
On D-Day, when the policy goes into effect, signs are posted and ash trays 
are removed from existing smoking areas. Another effective technique is to time 
your annual "super cleaning" of walls, carpets, and furniture with the 
implementation of the smoking control policy. This will provide added 
reinforcement for your policy. 
2. 45/45 - INCREASING RESTRICTIONS 
For approximately 1 months, smokers continue to smoke - no change. 
Throughout this time, employees receive information on why the new policy is 
being developed. 
Halfway through the transition time, partial restrictions are implemented. 
Some possibilities might include eliminating smoking in restrooms and 
conference rooms or limiting smoking only to designated areas during 
designated breaks. This break-in period not only makes a total ban less dramatic 
when it arrives, but also shows concern for the nonsmokers, who can experience 
some relief even before the full policy goes into effect. When the partial 
restrictions go into effect, some ash trays are either relocated or removed and 
signs begin to go up. 
Short-term problems can occur when temporary smoking lounges are 
created that are not provided with adequate ventilation. These short-term 
problems may be worth tolerating for a brief time or, on the other hand, may not 
provide assistance enough to make it worth the trouble. 













D. Monitoring the Policy 
We have already described one method of monitoring your policy; the hot 
line. It has also been useful to have a "policy central" in the form of a "point" 
person or department to centralize feedback and use it to its greatest advantage. 
You may discover that your planning process overemphasizes certain areas 
and underemphasizes others. It is important to be prepared to adapt your 
program based on the initial feedback you receive from employees and 
supervisors. Listed below are some potential areas for mid-course corrections: 
• Overestimation or underestimation of space allocations for designated 
smoking areas 
• Lax enforcement of policy 
• Inadequate cessation programs 
• Continuing misunderstanding of the intent of the policy 
• Visible inequities in the policy 
• Inadequate signage 
Other possible areas: 
¢ ------------------------
¢ 
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As long as the mid-course corrections are not seen as a weakening of 
commitment to the policy, they can give your organization added flexibility in 
adapting the program to specific situations that exist for the organization. 
Notes from Implementation Module: 





It is very important to measure the results of the smoking policy 
and implementation program. Beyond the opportunity to learn 
about how the problem was resolved and what can be used in future 
policy implementation efforts, there is also the potential for 
realizing cost savings by eliminating smoke in the work 
environment. Moreover, there will be signs of improved health of 
your employees, reduced personnel problems, and many other 
measurable benefits from the new policy. Substantiating these 
positive effects should be rewarding to both management and staff. 
The timing of evaluations may vary, but often there are 
measurable results available as early as six months after the 
introduction of the policy. Your organization may want to have 




Using the same basic format as that of your earlier survey, conduct a 
follow-up survey to gauge the results of your new policy. Some of the areas that 
you should review and compare with the initial survey include: 
• Number of people who smoke 
• Level of smoking 
• Reactions to policy 





B. POLICY VIOLATIONS 
There are two levels of policy violations. The first is individual and can be 
monitored with a review of employee records to see how many employees have 
violated the policy. 
The second, or facility, level is a more subjective measurement wherein you 
can communicate with the various building supervisors to discover if there are 
any examples of bathroom or stairwell smoking. These two techniques should 
give the organization a good yardstick whereby to measure the success of the 
policy. 
Who are key personnel from whom to request the above information? 
¢ -------------------------
¢ __________________________ _ 










C. ONGOING FOLLOW-UP WITH EMPLOYEES ENROLLED IN 
CESSATION PROGRAMS 
Recidivism is a real problem for people trying to quit smoking. Although 
influences on your corporate culture such as smoking limitations and cessation 
programs will have a dramatic impact on employee smoking, some employees 
will still have a hard time breaking the smoking addiction. 
Ongoing communication between the medical department and all smokers 
enrolled in your programs will allow you to monitor and provide information to 
people who really want to quit smoking but for whom quitting is a struggle. 




D. COST-CONTAINMENT CONSIDERATIONS 
Eliminating smoke from the work environment provides numerous 
opportunities for saving money - from lower cleaning and maintenance costs to 
gradually declining rates of absenteeism. Your organization can monitor the 
attainment of financial benefits by comparing the average sick leave taken per 
employee two to three years prior to policy implementation with the average 
two to three years subsequent to implementation. The same technique can be 
used for health claims, disability claims, and, over a longer period, mortality 
rates. 
For experience-adjusted health plans, your organization can compare the 
change in your premium rates during the years after smoke is removed to 
industry averages during the same time period. 
Once smoke is removed from your facilities, there should be an immediate 
bargaining session with your cleaning vendor and your fire insurance provider 
for deep reductions in routine cleaning costs and fire protection. 
In addition, you should revise time schedules for nonroutine maintenance 
functions such as painting and interior glass cleaning. Also revise depreciation 
schedules for furnishings and equipment that have been susceptible to cigarette 
burns and smoke exposure (e.g., carpeting, furniture). 
The important point to realize is that once smoke is removed, the work 
environment changes substantially, and such changes offer numerous 
opportunities for capturing considerable cost savings from a variety of sources. 
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E. Complaints and Grievances 
Obviously, you should be reviewing any complaints or grievances about the 
policy. Effective monitoring can provide some interesting results. For example, at 
Pacific Northwest Bell a number of employees' initially critical comments were 
followed by letters of support for the policy. 
Notes from the Evaluation Module: 




































Shimp v. New Jersey Bell, 145 NJ Super. 516,368 A.2d 408 (App. Div. 1976) 
This was the first court case (1976) to use the premise of common law to deal 
with tobacco smoke. Mrs. Shimp won a permanent injunction in the New Jersey 
Superior Court requiring the telephone company to restrict smoking in all work 
areas and confine smoking to a designated lounge. There was no appeal and the 
case has since been the basis of all legal decisions favoring nonsmoking workers. 
Disability: 
Parodi v. Merit Systems Protection Board, 690 F.2d 731 (9th Cir. 1982) 
Filed in 1980, this case was finally decided in 1982 in California when Ms. 
Parodi was granted disability retirement unless the government offered her a 
"suitable job" within 60 days. The reason for the decision in he favor was that 
she could not "perform her job due to its location in a smoke-filled office." The 
Defense Logistics Agency has consistently refused to relocate her, restrict 
smoking or grant her disability retirement. 
Workers' Compensation: 
Brooks v. TWA & Liberty Mutual Insurance, 76 SF 257-975 Cal. WC Appeals Board 
In 1976, Harriet Brooks, flight attendant, was awarded workers' 
compensation because she "sustained an industrial injury" caused by an allergic 
reaction to the in-flight cabin air containing tobacco smoke. 
Federal Rehabilitation Act: 
Vickers v. Veterans Administration, 549 F.Supp.85 (W.D. Wash. No. C81-85V) 
In this August 1982 case in Seattle, Washington, a nonsmoking employee 
who had an adverse reaction to tobacco smoke was granted handicapped status 
and the employers was seen as having made reasonable accommodation by 
significantly reducing the amount of exposure (relocating his desk, asking 
smokers nearby to refrain, opening windows, etc.). This case is another example 
of the use of the Rehabilitation Act of 1973 to protect nonsmoking employees. 
LEGISLATION 
Public Places: Engrossed Substitute House Bill No. 62, 1985, State of 
Washington. 
Public Places and Places of Employment: Ordinance No. 159498, 1984, Los 
Angeles Municipal Code 





INDOOR AIR ACT · 
FACT SHEET 
FLORIDA CLEAN INDOOR AIR ACT FACT SHEET 
No person may smoke in a public place or at a public meeting except in 
clearly designated smoking areas. These areas must be marked by signs which 
read "Smoking Area" or "Smoking Permitted." Any person who smokes in a 
public place where there are no signs designating the area as a smoking area is in 
violation of Florida Statutes section 386.204. "No Smoking" signs are helpful, 
but they are redundant. In Florida, NO SIGNS MEANS NO SMOKING. 
Smoking areas may only be designated by the person in charge of a public 
place, or his or her designee. Should the person in charge decide not to 
designate smoking areas, then, by law, smoking is not permitted. The Florida 
Clean Indoor Act (FCIAA) does not require the designation of smoking areas in 
any public place in Florida. 
In places of employment where there are smokers and nonsmokers, the 
employer is required to develop, implement, and post a smoking policy. This 
policy, which defines smoking areas in public places, must be posted and then 
enforced. If employees are permitted to violate the posted policy, their employer 
is in violation of the law and is subject to fines and penalties. 
An entire area may be designated as a smoking area if all persons routinely 
assigned to work in that areas at the same time agree. Separate areas are 
considered to be areas which are separated by floor-to-ceiling walls with closed 
doors. Partitioned office spaces do not constitute separate areas. If a smoking 
area is designated in any portion of a room in which people are assigned to 
work, then the entire room is considered to be a smoking area, and all of the 
employees who work in that room would have to agree to work in a smoking 
area. 
Restaurants which post notice at each entrance that the entire facility is a 
designated smoking area are exempt from all of the other requirements of 
FCIAA. Restaurants which seat 50 persons or less are not considered to be 
public places for the purposes of this law. This exempts them from all of the 
requirements of the FCIAA. In Florida's restaurants, there are almost no public 
health protections from the toxic and carcinogenic constituents found in second-
hand tobacco smoke. 
To file a FCIAA complaint concerning the designation of smoking areas or 
the posting of signs in a place of employment, please call the FCIAA 
representative in Tallahassee at (904) 487-2542 or SunCom 277-2542. To file a 
restaurant complaint, please call the Environmental Health Office of your local 
HRS County Public Health Unit. 
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